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Abstract 
Efficient Project management processes are fundamental to developing cost effective and quality softwares. Commitment plays a 
vital role in reducing the variances and slippage in project cost and schedule. Commitment can be differentiated as internal and 
external. This research paper explains how internal commitment may affect the performance of IT projects. Also, the paper 
emphasizes on how commitment is induced and how to gear up the fulfillment of commitment within the team. An interview 
based survey of well known IT based companies has been carried out. The results of the survey indicate that Affective 
commitment of project managers ensure successful IT projects, while the disrupted commitment can cause project failure. 
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1. Introduction 
The success or failure of every business around the globe heavily depends upon commitment of stakeholders 
engrossed within that business. The positive commitment is one of the important indicators of the successful 
completion of the projects. On the other hand, casual behaviour towards commitment may lead to a project collapse.  
Commitment is segregated into external and internal commitment. Internal commitment plays a significant role in 
company’s reputation, particularly in the IT market. Almost 83 percent of IT industry projects fail in terms of delay 
[2] because either unrealistic commitments are promised to get projects in bulk or realistic commitments are not 
fulfilled. Meeting project deadlines, delivering what is required according to commitments, setting company’s 
interest in the foreground and throwing personal interest in background and some other positive commitments can 
direct projects to successful completion [3].  
The commitment may be categorized into three components [7].  
a) Affective commitment 
b) Continuance commitment 
c) Normative commitment 
The first component, i.e., Affective commitment represents "want to stay". Employees with this commitment are 
emotionally attached with their organizations and do not want to leave. The second component, i.e., Continuance 
commitment symbolizes “have to stay”.  Employees may be committed merely because of the unaffordable costs 
associated with leaving their organizations. The third one is Normative commitment that represents “ought to” 
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component i.e., the employees take it as a sense of responsibility or duty towards their organizations and thus 
believe that it would be unethical to leave. 
2. Methodology 
Realization of the commitment plays a vital role in accomplishment of what has been planned. Success of any 
business is heavily dependent on the risk management of that business and the biggest risk that any business can 
have, is the human resource factor. So, if one has realized the importance of commitment from the human resource, 
will never underestimate the human commitment factor and will put more prominence to it. 
This study is conducted to analyze the importance of commitment in IT industry of Pakistan. In addition to this, 
the study will help in extracting out the possible ways of induction of commitment in human resource of particular 
organization. This research took four months of study of local IT market of Pakistan.  
The interviews are conducted from Project Managers, Team Leads, Design Engineers and some other IT 
personnel. Questions have been asked from them to conclude the importance of commitment at their workplace and 
its effect on the project schedule and cost. 
Research questions have been divided into two parts, one for those who hold managerial positions and the others 
are from the technical side. 
The managerial section has been asked the following questions:  
x How does Commitment affect your social life? 
x How do you make sure the realization of commitment from your team? 
x Is fulfilment of commitments added value to ultimate outcome of your team’s work? 
x How do you react if your secondary internal customers fail to fulfil their commitments? 
x What technique you use to induce commitment in your team? 
x Do you fulfil commitments that are on your part for your team? 
x What is the level of commitment which is required to complete the project successfully? 
The technical and operational teams have been asked the following questions: 
x How do Commitments affect your social life? 
x How much you consider the factor of fulfilment of commitments from your superior while joining organizations? 
x How do you react when commitments like job reviews and long weekends are not fulfilled by management? 
3.  Findings  
After having interviews with many managers, engineers and developers in the IT industry, it has been verified that 
the commitment level of managers and their teams may ensure success or failure of the projects [4, 10, and 12]. It is 
a common approach that complex projects are broken down into smaller units. These units are then allocated to 
different teams. Those teams who have a considerable level of commitment towards their work give a higher level 
of output as compared to the ones who ignore the importance of commitments [15]. A successful project is the one 
which is completed within the planned schedule, cost and scope and a more committed team helps to attain it [6].  
Impact on time and cost 
In the IT industry, it is common that as the projects move ahead, their level of complexity increases and the 
dependency on the human resources also increases. Since our IT industry is always luring for trained resources, they 
hire experienced professionals [1]. As a consequence many of the IT engineers leave the projects they are working 
on and join new companies which promise them better carriers. Since, many of the companies do not pay attentions 
to induce commitment in their resources by sound motivation, it does not matter for the IT professionals to leave 
their current jobs so project managers have to arrange for new resources and train them, which obviously takes a lot 
more time and cost than what a constant and committed resource would have done, to continue with the projects. 
Commitment on the part of the organization 
Lack of attention towards has been evidenced from the organization’s point of view. Organization at the time of 
hiring commit to their resources that there would be annual or biannual job review on the basis of which the 
resource would be given certain benefits. However, it is seen that either the job reviews are not conducted or are 
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conducted unscheduled. As a result, the resource is demoralized and does not fulfil commitments that are on his 
part. 
What happens when commitments are met ideally 
Ideal conditions in terms of commitment fulfilment have been very rare in IT industry but wherever such 
conditions are emphasized on, greater level of motivation is seen in teams [15]. The outcome of such environment 
proves to be helpful for the organizations and those organizations even go for CMMI certification and successfully 
achieved it [14]. As a consequence, the repute of the organizations improves and they get competitive advantage in 
comparison of other organizations in IT industry. Not only this, the organizations with higher level of commitment 
ensure the on-time delivery of the projects to their clients [8]. This enhances the trust of their clients and helps in 
establishing the permanent relationship with them. However, the internal stakeholders have a strong bonding with 
organizations and thus experienced professionals are more likely to stay for longer period of time [12].  These senior 
professionals build a sense of ownership towards their organizations which in turn enhance their job satisfaction. 
Since these organizations are having a mechanism for monitoring commitments, the quality of their projects is up to 
the mark. 
Why people fail to fulfil commitments  
It has been observed in many companies that the engineers and developers fail to fulfil their commitments. The 
following reasons have been inferred from this research: 
 
I. Team members forget their commitment on finding better jobs [5]. 
II. The tasks are so unrealistic that the team members start losing hope. 
III. The people do not understand commitment or they are not much committed. 
4. Recommendations  
The companies which realize the importance of commitment may induce commitment in their teams using the 
following practices: 
Commitment by compliance 
Mostly the managers in the IT industry induce commitment in their team members by giving those incentives, 
rewards or punishments [10]. The commitment achieved by punishments are not long lasting and such commitment 
may also result in opposite of what was intended by the Project Manager [7, 12]. 
Similarly where incentives and rewards are used to achieve commitment a ‘carrot and stick’ environment is 
created where the resources start emphasizing on maximizing the incentives and not the quality of the work [13]. 
Quantity-based incentives may not lead to the quality work but temporarily generates low-value outcome.  
Commitment by identification 
Some of the managers argued that commitment could be won by giving identification to the resources. Otherwise, 
the team members may feel to get manipulated through money. With commitment by identification, adopted 
behaviour may lead to esteemed recognition and acceptance by peers as well as by their managers. Such 
identification process causes the project managers to adopt ethical values, beliefs, or behaviours of other well-
known and popular figures [12]. 
Commitment by internalization 
There are only a few managers who emphasize on the need for imparting values that may guide their team 
members to cultivate and sustain specific behaviours [13]. This is not surprising that such values have a much long-
lasting effect as compared to rewards, punishments, or social recognition in sustaining desired behaviours. 
Embedding ethical values in team members is the deepest level investment and is much better than giving them 
short-term social extrinsic rewards [14]. In this case, the commitment is self-referential and self-generated and there 
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may be lesser probability of deceiving or cheating the process to maximize incentives or rewards. The project 
manager is genuinely invested in contributing to add value in the commitment internalization process. It is likely 
that the knowledge worker will try to maximize one's value added contributions with minimal incentive for cheating 
by artificially inflating the quantity of contributions or by degrading the quality of such contributions. The most 
important part in this regard is to share the insight of team workers through detailed interactions instead of monthly 
or annual feedback reports. Compliance can result in behaviour modification only if the organizational managers 
have control over the team members whose behaviour they want to change.  
Compliance by Identification induces behavioural change in team members only if they have strong affiliation 
with their managers [6]. Compliance and Identification can both prove to be manipulative and can become the basis 
for behavioural change through rewards, punishments, and social recognition. 
In contrast, internalization represents a self-governing process of Commitment that produces more lasting change in 
behaviour. 
5. Conclusion 
The process of building total stakeholder commitment is very much demanding particularly when it comes to 
managing projects. The support of every stakeholder is crucial for the successful completion of projects as well as 
for the survival of the whole organization. They have multiple needs to be fulfilled, such as, employees want better 
pay package, shareholders desire higher dividends and customers want higher services level at lower prices. To cater 
the understanding of each other’s requirements, all must work together to maximize the long-term benefits for all. 
This may only be achieved by embedding commitment in them towards their organizations and amongst each other 
as well. 
 
Secondly by inducing commitment by Internalization, a bond of ownership and commitment can be formed 
among team members. By knowing and understanding the objectives of the organization, people are better able to 
build more meaningful professional, loyal relationships, thereby strengthening the ties and communication between 
areas with common strategic goals. Key to the success is rewarding people for their accomplishments which creates 
a sense of belonging and commitment with their jobs and their organizations as well. 
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